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I. Introduction

Baclkground

The primary nission of the Air Force is to provide
military air power sufficient in strenzgth to deter war, or
failing that, to fight a war and win. ZHowever, the Air
Force must achieve that goal while at the same tinme opera-
ting within the limits of various resource constraints.

One of the nost significant resource constraints at this
time is energy.

Znergy has become, and will continue to be, a scarce
nigh-cost resource of extremely siznificant national imypor-
tance. 3Beginning with the Aradb Cil ZImbargo in 1973, Aperi-
cans havre become more aware of the role energy plays in the
American way of life. It is now widely recognized that: (1)
fossil fuel resources are not inexhaustible; (2) foreign
sources of o0il are insecure and politically sensitive; (3)
the low cost of fuels in the past was artificial due to

government intervention; (4) the nation is extremely reliant




on enersy intensive technology for it's very existence, let
alone it's way of life; (5) energy technologies other than
vetroleun have veen virtually ignored; and (6) any approach
to resolving the energy problem involves a host of econonmic,
volitical, social, moral, and environmental issues (2:1-12).
Jith these f{actors in mind, the energy problem has received
a great deal of national attention.

Energy, nowever, is also essential to the accomplish-
nent of the Air Force mission. Most obviously, aircraft use
a great deal of energy in their operation. Support opera-
tions, vehicles and facilities all require the use of some
form of energy. 3Decause of the necessity of using energy to
the nation as a whole, the Air Force has an obligation to
utilize this resource in the most economical ways possible.
To work toward that objective, the Air Force established a
requirerent that every Air Force organization develov and
implement an energy management program (15:1-4). However,
the energy problem itself escalated rapidly and so required
a rapid response to meet the need for a management progran.
This rapid response resulted in an overall Enerzgy Management
Program that does not seem to be as fully develoved as it

night be.

Problem Statement
The requirement for energy management in the Air

Porce was established with specific goals directed by the

2




President and DOD. However, little information was gziven as

to how an energy management program should ove implemented,

As a result, the various organizations within the Air Force

developed their individual programs based on their separate
interpretations of the requirement. Preliminary investi~a- {1
tion of the present overall program has shown some dissatis-

F faction among the managers involved with implementation.

The nmost common comments concern a lack of coordination that

detracts fronm their effectiveness, and makes program change

and development difficult (7:17). These types of coruents

indicate a possible deficiency in the bvasic progranm struc- 1
ture. This is because the purpose of structure in any or-

ganization is to facilitate coordination. The vossibility

of structural deficiencies in the Air Force Energy llanage-

nent Program is further supported by manager's conments

regarding the diversity with which the program is being

implemented in the various organizations.

Hypothesis

The basic hypothesis of this thesis is that the Air
Force Energy Management Program could accomplish it's purpose
more effectively through a more fully developed progran
structure, It is further hypothesized that the Energy
Managenent Progran structure can be more fully developed
through the application of appropriate organizational design

theory.




i‘ .

Objectives

; Hajor Qobjective. The main objective of this trhesis is
E to formulate recommendations for the puropose of nore fully

; developing the structure of tie Air Force Energy ianagenent

Progran.

Sub=-Objectives. Sub=objectives of this thesis are:

1. To acconplish the major objective within a
framework commensurate with estanlished Air Force policy and
structure.

2. To accomplish the major objective dy utilizing

the principles of appropriate organizational design thecry.

Scove

This thesis will be limited to the organizational

structure of the Air Force Energy Managenment Prograz as in-

plemented in the continental United States. Of prinary con-

cern is the impact of program structure on overall program

effectiveness., Within this frame of reference, progranm
: i structure at all levels of command will be considered.

: Specific initiatives implemented at various installations
will not be considered except as they way pertain to overall

program development.

Metnodology
The objectives of this thesis will be accomplished

by develovping a model structure for an Air Force energy
management program, and then comparing it to the existing

4
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program structure, The model structure will be developed
utilizing appropriate organizational design theory.

The next phase of this thesis will be analysis
by comparison between the model features developed fron
theory and tne actual features of the existing Znergy
lanagement Program. Also included in this comparison will
be the program structure being proposed in a new AFR 1C-1
vresently being coordinated. This phase will Jfocus on
significant similarities and differences with respect to
their impact on overall program effectiveness. This phase
will alzo develor the arguments for or against caanges to

the present program. The final phase of this thesis will

present recommendations regarding the structural features

-

0f the ZInergy Management Prozran.

—




II. Literature Review

The purpose or intent of organization design is to
enhance the effectiveness of organizations through develop-
ment of their structure. Structure in this sense means not
only the anatomical features of the organization but also

the mechanics of how an organization carries out it's various

activities (9:221). In general there are two approaches to
organization design: classical and contemporary. The
classical approach, developed early in this century, regards
the organization as a machine with many workinz parts. This
approach stresses certain universally applicable laws that %
dictate how any organization should be designed, much the !
sane as now the laws of physics dictate machine design. The

contemporary approach, on the other hand, states that optimal
organization design varies between organizations devending

on the specific situational environment. In this respect,

the contemporary approach recognizes validity in many of the

principles of the classical approach, but does not accept

e

them as universally applicable (9:271=273)., In this thesis
the contemporary aprroach was used, however many of the clas-
sical viewpoints are applicable because of the requirements

peculiar to a military organization.

Persvective

Contemporary literature generally agrees that organ-
6
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Yechanistisc isments

The Air Torce, as 2 military crsanization, hasz a
valid requirement for a hizn degree of Zormal structurs a:s
described by the concent 02 mechanistic organizations. &

viadble military orzanization must be able to resuc

v
'
[N

Ko
o
t e
O
"
Pl

LS

nd rzrecisely to a call to rerform it's mission., 7Tn order tc
10 that, there must exist 2 high degree »f certainty and stad-
v tarcuzhout the orzanization regarding it's canadilitiy
to verZorm (2:27). These elements of certainty and ztadbility

are the earmarks 0f a mechanistic srganizaticn, Altaousgh

Surns and Stalker describe these elements as external siimull
vhich promote the use of mechanistic features, the reverse is

mernt., That is, military orsanizations avoly the

?eatures in order to vpromote certainty and stadbility., 79
understand how this impacts the Znergy Progranm's overating
environment, it is approoriate to review some ¢f the classi-

cal design features commonly employed by military organicza-

tions (2:34-35).
The vrinciple of division of laber is probably the

mozt basic element in classical design theory. Tirst rut

™

fcrth by Adan Smith in 1776, this oprinciple forms the hasis
n0f the entire school of classical desisn (11:1-2), Thiz
vrincivle basically holds that greater efficiencies of rpro-
ducticn can be achieved when labor is divided into szeveral

Tasic tasts, Developing this vrincinle further, 3miih stated
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Mintzbers nave written desgribing a tyre of overating environ-
ment that is characterized by terms such as: dynamic, com-
olex, unstable, and ill-structured (6:294-2G5; 2:270-271; 11:
20%). The energy problem itself is stereotyvical of those
conditions. The »prodlen arose, and escalated gquite rapidly,
out os a previously stable environment., New technclogies,

at variocus stages of develoovment, are now in adbundance, Data

",

abcut the situation is often diased cor otherwise in~ccurat

(0]

ntional, international, and industrial politizs zare invol-
ved to a hizh dsgrese 23 are snvironnmental and social issues
(2:121-4573 LY. This tyre 0of overating environment s extre-

mely Aif7icult to deal with throush a conventi

'l
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3
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t

&
v
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tH,
O

c rm of management, The authors mentioned abcve ail azgree
and nave shecun that this unstable environment is best suited
to an orszanic form of managenment.

An organic form of management is suzgestive of a
conmnititee Or team whcse menbers have been chosen based on
their special expertise in some pertinent subject area.
These team members work together in a collabcrative manner
with 1ittle or no established hierarchy. Decisions are
reached through consensus rather than by decision of anthor-
ity, There is very little bureaucratization, sach memter
contridutes to the best of ais ability regardless of smec-
ialty (R:431-465; 11:208). Organic forms of management are
inheraently very flexible and 30 are esvecially well suited

£0 Aymanmic environments lile the energy nroblem.
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It would seem that the need for an organic fornm of
nanagenent is incompatidble with organizations which have a
traditionally nechanistic form of nanagement. :owever,
contenvorary literature refutes that idea, 3urns and 3taliter
stress that the mechanistic/organic concevts are two ends of
& continuum rather than an absclute dichotony. That is, any
siven organization will have aswnects of botn concepts to
sone degree based on it's own narticular overating environ-
ment and situation (11:203-209). Unmstot, writing narticular-
1y avout the military, discusses how sub-organizations nay
Wave more organic forms 0?2 nmanagement even thousgh the larger
varent organization is quite mechanistic (12:139-12C), Zand
oresents the concevt of a collateral organization aimed speci-
fically at incorporating the essence of organic managenent
into a mechanistic organization in a way that does not de-
tract from established bureaucracy (6:2935-306). These
authors all nave as common themes a recognition of the wval-
idity of both qechanistic and organic forms of management,
and a concern about the compatible integration of the two.
These themes are esvecially vertinent to the problen of de-
signing an enersy management program for the Air Force, and

are the vasic themes that are followed in this thesis.
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ITI. Design Features

1

Ccontemporary crzanization design ta

(0]

s
ory o:rers very

&

1little spvecifizc guidance regarding desiradle structural

- > (& o
ing witn 1t's zasic tenet that organization design i3 s3itu-
ation=l, This troblem, however, is not so severe when con-
sidering desi-n features for a mcdel ensrgy managenent wro-
oS- E =
Air Torce) is nizhly mechanistic, it seems reascnatle tc
pezin with a classical avovroach to design, and where antre-

nriate, indicate where contemvorary crganic features can e

Julick (11:50-51) presented seven key features !
vere essential tc zood management, These features are:
planning, orsganizing, staffing, directing, coordinating,
revorting, and budgeting. These features have bhecoxme a2 main-

stay of the classical school of design. Using Guliclk's out-

[V

ine as a basis, revisions were made as seemed apvropriate to
the specific problem being addressed. First, Gulicik's con-
cevt of planning included both planning and gecal settinzg.
2ecause of the unique importance attached to goal setting,

that aspect is considered separately. WNext, reporting is

not considered sevarately because {%f is inherent in the

13
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sreat deal of confusion (1:43; 5:21,504=-3C3).

Goals should be measureable so that prozress and/cr
aciiievenent can be observed. Also, efficiency of operation
is based on being able to measure increments of aciaievenent
against the cost of that achievement. Measurement also pro-
vides clarification in the sense that tane specific criteria
used for nmeasurenent further define more nebvulous terminolc-
gy (e.ge. Mefficient", "successful', and "satisfactory').
(1:20).

Goal attainability does not imnly that goals should
be easily achisvable, only that there should exist sone
reasonaple expectancy that the goals are indeed achlevadle,
Motivation towards goal achievement is sericusly
when goals are (or are verceived as being) impossible to
achieve (1:50-32),

The most significant consideration in goal accer-
tibility is that the goals must be verceived as bveing woria-
while by those tasked with acconplishing them. This is es-
pecially important with goals which are "accepted" by virtue
of being imposed by higher authority. If those goals are
verceived as lacking merit, notivation towards achievement
i3 frustrated (1:52-53).

lanagers and organizations are seldom concerned with
only a 3ingle isolated goal. As a general rule zeveral
individual goals make up the entire system of soals. 7Tc¢
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Zand's collateral orsanization approach is quite
approvriate to energy management in tne Air Force. However,
it was designed to address problem solving situations where,
once the problem was resolved, the team mode orf operation
would be discontinued. The Energy Managewent Program is not
so transitory. The tean approach is still valid, bdput it
needs an element 0f nermanence in order to satisfy the needs
of tihe ILnergy llanagerent Progran., For tuis reason, tie teaan

structure nizht ve estavlisined on a permanent vasis, Tean

duty) vasis. In addition, one nmember nisgnt serve as full
tize yrogran coordinator. This one person would aave snecial
training in the enerszy situation and it's various intricacies,
serve as tie focal point Zor senergy vrogram nmatters, and
cerve as enersy advisor to the commander. The orzanication
cormpander would still maintain overall resveonsibility and
autihority for the enersy prosgran. In this way, tae benefits
0f an organic 2orm are achieved while maintaining tne norzal
mechanistic structure. This would also conserve manpower by
negating the need for a full tine stafi organized under a

relatively high ranking supervisor.

Staifing
Literature regarding staffing is deficient in that
it assumes sufficient personnel resources are availabvle.

The various authors address staffing in the sense of how to

19




pick approrriate peovle for a given jodb which is not the
vrobhlen facing the Air Force Inergy lanagenent Prosram. The
prchlen affecting the Inergy llanagement Progranm is that man-
pover is at a premium in the Air Force in all areas. Zor
this reason energy managenent personnel would logically per-
form their duties on a part-tinme basis. This doces not revre-
sen®t such a severe pvrovlem when a team apyroach, as advo-
cated in Section C of tais chapter is used, because all
specialist skills are available as necessary and they need
a0t devote full tine to the »nrogran. However, in the inter-
est of more efficient coordination, the efforts of these

part-tine specialists should be coordinated »y one person.

Directing

Directing is described as '"The continuous tasi of
maizing decisions and enmvodying them in svecific orders aad
instructions"(11:60). In this sense "directinz" is synon-
yraous with the nmore frequently encountered concept of
"controlling". Ccntrelling is the process of assuring that
actions are in line with desired results. This is acconp-
lished through comparison of performance with sone predeter-
nined goals, standards, or plans; and taxing corrective ac-

tion when required (1:124-125)., This concept o2 controlling

D

is the backbone of bureaucratic forms o2 management. Th
strict superior/subordinate relationships are primarily ifor
the purvose that the suverior can make decisions regarding

20




the approvriateness of action and direct changes as neces-
sary. Albanese stresses the special need for this Zeature
in a rapidly changing environment. He implies that as the
situational factors in the environnment change, so do »ricr-

ities and obiectives. For this reaso

o]

the wnrocess ¢

L)

as3ur-

O

ing tuat actions are in line with objectives (conitrslling)

ER.
o3

iz even nore important than if the environment were stadle

The need for control in an Air Force ener;y ranajze-
rent progran is unquestionadble. First of all, the duresau-
cratic nature of the Air Torce requires it. Utore iaportant,
the uncertain and dynamic nature of tihe enerszy environment
gncourazes the pogsibility cf inandrovriate actions. Tita
ac controls, individual organizations would iaplenment vro-
srans based on their own internretations of the situation.
This has a considerable potential for dysfunctional con=-
sequences in light of the fact that even the various energ:
Nexperts' in the nation are not in agreement on now the
energy problem should be handled (4:6-24,43-51)., Attitudes
about the energy problen range from “'doomsday" reports to
©il industry hoaxes (2:11). /ith this in mind, it is incon-
ceivable that the approximately 90 Air Force installations
and the several MAJCOMS could all implement individual pro-

grans all of which were in line with HQ USAF policy. Some

form of control is necessary. As a minimum this would

21
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of mutually pertinent ideas. In both cases, the most impor-
tant factor is the need for clearly defined lines of commun-
ication. Without that feature, policy and direction from
above may never reach the offices for which they were intended,
and requests for guidance may easily be misdirected. The end
result may be a great deal of confusion throughout the organ-
ization,

Standardization encourages coordination in that it
lessens the need for guidance, clarification, and close
supervision in routine matters (8:5). 'With standardized
operations managers need not be concerned with "tailoring"
policy and guidance to separate unique situations and can
still maintain a reasonable expectation about perZormance.

A good system of communication is vitally important
for coordination in an enerzy manasement program. 3iased
and inaccurate information is in abundance in the energy
arena, also the pervasiveness of energy considerations en-

sures that there will be many conflicts of interest requiring

clarification. Also, standardization, the second mechanism
for coordination, is of minimal value due to the unique situ-
ations encountered by the various MAJCOMS and Air Force in-
stallations, For these reasons it is essential that clear
lines of communication be established and that managers in-
volved with program implementation be aware of them. Infor-

mal communications for the purpose of information exchange

23
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can also be enhanced through the use of newsletter type
veriodical publications. This would aid managers in keeping
up to date on developments in their areas of interest, help
dispell rumors, and aid managers in implementing their par-
ticular programs,

As mentioned above, standardization does not seem
feasible on a large scale in an energy nmanagement prosram
due to the unique situational and geogravphical environments
of the various MAJCOMS and installations. However, stan-
dardization can be used effectively in at least two areas:
progran organization, and vrogram OPR (Office of Primary
Responsibility). If all the MAJCOMS and installations util-
ized the same basic team avvroach (as outlined in Zection C
of this chapter) and the same program OPR (defined as vro-
gran coordinator in Section C of this chapter) coordination
would be enhanced since everyone involved would be on cowmmon
ground. For this reason, standardization should be imple-

mented in these two areas.

Chapter Review

This chapter has attempted to develop specific

i
|

features to be incorporated in a model energy management pro-
gram for the Air Force. These features were developed throusgh

the application of contemporary organization desisn theory

'r
\
\
|
!

‘ of the Air Force. The features determined to be apovronriate

2L

to the energy situation and to the management requirements




1. Goals which are explicit, measureable, attain-
able, acceptable, and congruent.

2. Plans for routine operations and contingencies
developed through the collaborative effort of all affected
activities.

3, Organization utilizing a team approach, similar
to a collateral organization, with a single full time progran
coordinator.

L. Staffing of the management team by personnel
from each affected activity, and by one full time progran
coordinator specially trained in energy issues.

5. Controls involving approval of action and contin-
gency plans, and periodic review of performance by higher
echelons with authority to direct changes as necessary.

6. Coordination achieved primarily through clearly
defined lines of communication, and enhanced through stand-

ardization of program organization and program OPR.
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IV. Analysis

T™is chapter »resents a comraritive analysis Letuesn
the mnodel features developed in Chavter ITI and the l2atures
ef the Air Force Znerzgy !anagement Program as 1L nraszntly
exists. This comvarison also includes the fesatures iaccr-
sorated in the bprovosed ATR 13~1., Analysis s sased <n
researcn of available documentation (13; 14; 17; 1) and z2n
nersonal interviews with managers taszed wita Iznlansniing
the Znergy l‘anagement Frogram (7; 17). The basic Zsrmat of

)

this chapter is a discussion oif each of the f2atures =razen-
L

ted in Chanter IZII.

Settin:

—~
-

%)
S
2
'-J

The goals 0of tne Alr Force Inerzy lanagement rrcoran
wera establisned based on various presidential and DD dirzc-
tives (16:1=31; 14:43-45). These snecific zoals are:

1. For aircraft overations, tne level of cnerzy
consumption in FY 19385 is limised to that for operational
usage in Y 1975,

2. For vehicle operations, the level of energy con-

sunption in FY 1935 is limited to that for orerational
usaze in ¥ 1978. 1In addition, average fuel econony in the
adninistrative vehicle fleet is to exceed minimum statutexry

mileage requirements by three miles per gallon in TY 1979 1
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taselines and umeasurenent technigues., Generally szeating,
taese two criteria form the vasis for a sound srysten of 3oals.,
There is soume gquestion in the area of attainavilitiy.
Scal attainment is apparently no problem in the areas of
aircraft and venicle overations. The specific szoals esftab-
lisned in taese areas have been exceeded, and even further
improvement is predicted (15:2,15,25-26). Goal attainability
in installation operations is questicnadle, Facility =nerzy

pmanazers and the Civil Zngineering community general

'—l
<
W
¢y
P
@
@

tnat the required energy reduction in facilities is not at-
tainable ziven current funding levels (7; 15:1=33).

The criterion of acceptability is also sonmewnat
sunject to question. Although these goals nust be "accented"
by virtue of the fact that they have been directed by aizher
authority, they may not ve accepted on their own zerit. Con-
versations with energy managers at varios levels of command
(7; 17) indicate that there is still an element in ths Air
Torce that believes the entire energy situation is a shanm
vropagated by the o0il industry, and that there is no real
need for energy conservaticn and management.

The vproblem of goal congruence is varticularly diffi-
cult in energy managenent, 3ecause of the nervasiveness
of energy considerations in all areas of Air Force activity,
goal conflicts are inevitable, It would be virtually imncs-

sible to establisn firm zuidelines for resolving all of tnese
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conflicts, The Air Force addresses tais issue Uy 2nvhasiz-
ing in it's oven-ended objectives (13:2; 14:5), taat enerzy
goals are not to be accomvlished at the cost of degrading
mission requirenents, force readiness, safety, security,
health, or welfare., JSpecific conflicts are reczolved oy

higher authority based on these guidelines,

Planninsg

The Air Torce does recosnize tn
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aing in it's Znergy Management Program. AFR 15=1 zives

resnonsivility To HYQ USAF to "formulate and cocordinats Air

(23 UZAD, AJCCY, and base level) are directed to ectadlich

o
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an Inersy Conservation Tacgikh Croup whos
ting u» a contingency vlan for enerzgr snortazes (13:3).
The gsuidance regarding the contingenc
gestion that this plan de updated at least annually (i1Z:L).
Tha oronosed AFR 12-1 reiterates these direcitives Hub is zmuch
more sveciiic as to responsibilities and requirenents, In
addition to the broad guidelines given in the present AT
13-1, the prcposed ATR 13-1 includes vrovisions for:

-= contirngency vlans resarding defenss contractor
energy shortages (14:10).

-~ plans specifically directed at facility enerss
goals (14:11,12),

-=- a ten year base level energy nlan which includes

29
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contingency planning (14:13).

The requirement for planning in the present AFR 18-1
would seem adequate if the spirit of the directive were
followed. HoweYer, there is little evidence that this has
been done, Contact with HQ USAF/LEYSF (7) indicates that
plans at the MAJCOMs and at the separate installations gener-
ally are either superficial or fragmented. Many vlans c¢on-
sist mainly of background information concerning the need for
energy management and past performance data., They include
little regarding guidelines for future activity. Other plans
are fragmented in that the separate base organizations have
their own plans but there is no real integration into a single
overall plan. In addition, HQ USAF/LEYSF (7) indicated that
many plans exist in name only, with no real content, solely
for the sake of meeting the requirements of AFR 18-1, I?f
adooted, the new AFR 18~1 should do much to combat the defi~
cilencies in planning. With it's more specific guidance,
backed by authority of HQ USAF, the new AFR 18-1 would force
the various organizations into developing more realistic

vlans,

Organizing
Both the present AFR 18-1 and the proposed AFR 18-1

direct all levels of command to establish an Energy Conserva-

tion Task Group to coordinate all matters vertaining to energy

conservation, This group is to be made up of members from

30
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all majcr energy managing activities (13:3; 14:12), This
apoproach is in keeping with the team avovroach outlinsd in
Chavter IIT and could bhe very effective in managing thae
energy vrosran. However, conversations with 10 USAT/LIVSF
and AFLC/2 (7; 17) indicate that the loyalty of team members
to their own functional areas often outweigh their sense of
resvonsibility to the energy effort. This oninion is ziven
further credence by the schism that exists between activities
concerned with mobility fuels and those concerned with facil-
ity enersgy. Mobility fuels are generally the domain of the
3ase Tuels 02fice, and facility energy is handled by Civil
ZIngineering. 22arely do the twe offices coordinate their ac-
tivities toward the acconvlishment of the overall energy man-

zement objectives. IR USAF/LIVSF (7) has stated that the

H>
1
(i-

+

true integration of these two factions occurs at

D) v

level of responsidility. So even though the team apnroach is

adveccated, it is not, in fact, being used effectively.

Zaving one person as a full time prozgran coordinator

D)

i35 not addressed in the present versicn cf AT2 13-1, bui is
svecifically included in the vroposed AFT2 13-1., The vrcposed

ATR i:I-1 requires that every installation commander avroint a

' N

F

full tinme Znergy Management Officer to coordinate the vase

i

enersy rrozranm (14:12). Research into this area has shown

that the few installations us this apnroach have had ni

L']

degreecz of success with their energy management vrogranms,

r
¢
H
:
S

that as a result, other installations are adewnting this
31




approach. However, the appointment of a full time program
coordinator has not been well accepted in the past because

of manpower shortages. Also, at the present time only two

| MAJCOMS have single point program coordinators, neither of
which is a full time vosition (7). Again, although the MAJ-
COMS generally agree on the desirability of this feature,

few are willing to divert the manpower from other areas of

concern,

Staffing
One of the major problem areas in the Air Force

i Energy Management Program is in staffing. Personnel fcr
energy management must presently come from existing resour-

ces. Given the reduced manning levels in practically all

Air Force organizations, most MAJCOMS and installations have
been reluctant to provide sufficient personnel to effectively
manage the energy program. This is a recognized and unavoid-

able provlem, and is one of the reasons that HQ USAF/LEYSF

is promoting the use of the team concept (Energy Conservation
Task Group) of management with a full time program coordinator
ﬁ (Energy Management Officer). That approach is not only a very
» valid and effective management concept, but it also requires
the least amount of personnel resources,

Directing
Directing, or controlling, in the Air Force Energy

32




Yanagemen* Program has bYeen minimal., The only aprarent con-

the minimu

DEIS II (facility enersy) revorts which provid

[¢V]
i3

information necessary *to measure conservation rperfcrmance
against the svecified goals (14:41). Although tais i3 in
xeeping with the espoused concept of decentralized manaze-

ment (14:12) it has resulted in the continuance of inadeguate

energy management oprograns. IZnersy managers, tasked witn
»rogranm implementatisn, nrave little authcrity to direct »ro-

1 Tra TS

gram activities, The autnority to direct lies with MAJTCH

and installation commanders (13:2) who have many othar respon-

inilities and priorities, and ensrgy management a3 net

9]

received much priority in the vast (7). Zowever, :thiz situ-
2ticn is changing as the energy vroblem continues 2 eszca
and commanders becoms more aware of the impact (7). Thae situ-

ation also is being relieved through the estadlishment at

2]
(V]
e}
s
(]
1=
-4
(9]
<

37 USAT/LITVST of a formal Air Torce Enerzy Prog

rlemoranda (ATZPPM). This vpublication is used to oromulzgate

enersy volicy initiated by the Devartment of Defense, D2rart-
ment of Znergy or internally by the Air Force (1L:4). =3 USAZ/
LZYS® nas renorted encouraging results since the AFTEPPM was
initiated. Znergy management officers are receiving the vub-
lization well, and are bringing their »rograms more in line
wmith the intention of ATR 18-1 because of the policy clari-

2ication and direction AFEPPM provides. ZFurther relief from




the lack of direction is anticipated if the vrovcsed ATR 12-1
i3 za2dovnted. With it's mcre specific guidance, bacized by the
authority of IQ USAF, »lans and vrograms would lizely de much

more adequate and effective.

Ccordinating

In Chapter ITI, coordination was said to he facili-
tated through the mechanisms of ccommunication an?d standard-
ization., Yeither mechanism is highly developed in the pre-
sent form of the Air Force Energy Management Progranm,

Cne 0f the major problems in researching this thesis

1)

was the lack of clearly defined lines of communicatisn. cth
questionnaires and telephone interviews were rejected as re-
search methods because the lines of comnmunication were s0
fragmented, At the time research for this thesis started
(January 1980), only one MAJCOM (AFLC) was known to have an
office with responsibility for overall vrogram integration.
Energy nanagers in most commands were found to be resvonsidle
for specific areas of interest (e.g. aircraft operations,
facilities, vehicles, or energy awareness), but had little or
no information regarding the overall management orcgram. This
lack of clearly defined lines of communication not only
caused frustration in the research of this thesis, bdut also
has resulted in severe coordination problems throughout the

EZnergy Management Program (7).

Standardization in the Air Force Znergy Management




-

3 Program is linmited to whc is responsible for sudbmitting the
DZIS I and D2EIS II revorts. Actual vrogram manazement is
standardized very little. HJ USLT/LZIVST has staisd (7) :hat
this lack of standardization nas had a profound effect on
prosrar coordination. Cuidance from his office cannct e
issued uniformly, bdut often must be tailored to the varicus
ACCCH and installation preograms. Policy directives have not
been ayvroved at times because cf the diversiiy with which
programs nave been implemented, Directives avrlicable and
beneficial to some vrograms could be inarrlicable or Zdetri-
mental to others (7).

The provosed ATR 18-1, if adovoted, would crovide Zor

much better c¢cnordination. The establichment of an Inergy
vfanagement Officer (14:12) would help eliminate the “racwen-

tation in the lines of communication. 7Tith that feature,

B vlus the Air Torce Energy Program Policy Memoranda (AFISEYN)

‘ to disseminate guidance (14:4), coordination should de zreatly
enhanced. Also, the AFEPPM is already havingsg nositive
effects toward standardization. 3ecause of it's clarifica-
tion of Air Force vprogranm intentions, several installation

nd MAJCCMs are in the vrocess of dringing their indivijual

prograns more into line with expectations (7). This trend
is expected to centinue, but should be more ranid and con-

vlete if the proposed ATR 13-1 is adopted (7).

(1)
(91
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Caapter Review

m™iis chnapter has compared the energy nmanagenent nro-
sram model, develoved in Chapter III, with the features of
the vresently existing Air Force ZInergy lManagement Prosrazn.
Tais comparison has alsc included the conditions that are
expected to exist following adovtion of the vroposed AFR 1Z-1
Specific findings were:

1. The goals 02 the present vrogran are clearly
defined and adequate, but there is some question about their
acceptability and attainability. The prorosed AFR 135~1 svells

? out these goals even nore clearly, and combats the probdlen

of accevtability through clarification provided by the Air

Force Znergy Program Policy lemoranda. FProblems with goal

attainability will also be nore easily resclved because o?f

the more clearly defined lines of communication and responsi-
bility.
2. Present planning afforts throughout the existing

Znergy lManagement Program are fragmented and often superfi-

cial, There has been little effort to develov integrated

and meaningful plans. This can only bve corrected through

e

empnasis on the importance of adequate planning in the
energy pnrogram, and clarification of the requirements. The
proposed ATR 13-1 provides clarification of requirements and
enpnasizes their inmportance,

3. The team apvroach to program management is advo-
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adoption of the proposed AFR 11-1,

These findings, in zeneral, indicate that the Air
Torce Inergy Managenment Progran has many deficiencies, but
that 1% is also in a state of change directed at correcting
those deficiencies. The change that the present vprozran is
undergoing is in the direction of the progran features
incorporated in the pronosed ATR 13-1., These specifications
are almost identical tc the features developed in Chanter IIT
for a model program. Adoption of that rezgulatbn would sveed
the nrocess of change and result in a more adeguate ani

effective nanagement progran.
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